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NATIONAL AERONAUTICS AND SPACE ADMINISTRATION 

Washington, D. C. 

Interview of 

JAMES BEGGS 

NASA Administrator 

fo r  

Boards & Directors Magazine 

( T h i s  transcript was prepared from a tape recording.) 
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- - -  P R O C E E D I N G S  - - -  
MR. BEGGS: ( S t a r t  of t a p e )  That  i s  something 

t h a t ,  u n l e s s  w e  can  f i x  it, u n l e s s  w e  .can make t.hat 

better, w e  are going  t o  p r o g r e s s i v e l y  lose market. 

p o s i t i o n  j u s t  as w e  have l o s t  market. p o s i t i o n  i n  t h e  p a s t  

15, 20 y e a r s  i n  a l o t  of 'areas .  

So, t h e  a p p r o p r i a t e  role of government 

( I n a u d i b l e )  and t h e  a p p r o p r i a t e  p a r t n e r s h i p  should be on 

a basis of . s t rong ,  working r e l a t i o n s h i p s  between 

government and t h e  i n d u s t r y  and i s  something t h a t  t h e  

i n d u s t r y  should  l e a r n  it. should promote. 

I t h i n k  t h e  h i s t o r y  of N A S A  i s  a good 

. a r c h i t e c t  ( I n a u d i b l e ) .  . . and t h e  p o t e n t i a l  of 

commerc ia l iza t ion  i n  space t h a t  I ' t h i n k  t h a t  by and by 

t h e r e  w i l l  be a r e c o g n i t i o n  of  t h e  p o t e n t i a l .  

I f  t h e  McDonald-Johnson & Johnson experiment 

works ( I n a u d i b l e )  s i g n i f i c a n t  ( I n a u d i b l e )  if some of 

t h e  o t h e r  materials p r o c e s s e s  ( I n a u d i b l e )  develops as  

( I n a u a i b l e )  , it. also w i l l  r e s u l t ,  and I t h i n k  as soon . 
as v e n t u r e  c a p i t a l i s t s  and people  who are i n t e r e s t e d  

i n  advanced work s ta r t  t o  r e a l i z e  that . ,  t h e y  w i l l  s t a r t  

t o  move i n .  They have n o t  moved i n  a s  f a s t  as  w e  would 

have  hoped, bu t  I t h i n k  t h o s e  t h a t  have g i v e  u s  g r e a t  

promise and o t h e r s  w i l l .  

(NOTHING FURTHER ON SIDE 1 . )  

NEAL R. GROSS 
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(START OF SIDE 2 O F  TAPE:)  

... p u b l i c  as your s tockholders .  Could you 

please e x p l a i n  why t h i s  i s  so and e n l a r g e  on that? 

MR. BEGGS: Stockho lde r s  a r e  people  who pay 

t h e i r  money on t h e  a n t i c i p a t i o n  t h a t  t hey  w i l l  

p a r t i c i p a t e  i n  t h e  p r o f i t s  of t h e  e n t e r p r i s e ,  r i g h t ?  

: Right .  

MR. BEGGS: I n  o u r  case, ( Inaud ib le )  t hey  

p a r t i c & p a t e  v i c a r i o u s l y  i n  t h e  prof i t s  of t h e  en t . e rp r i se  

i n  t h e  sense  t h a t  t h e y  have been a p a r t  of ( Inaud ib le )  

p a r t  of t h e  program. A n d  t h a t  i s  t h e  r eason  that .  w e  

have decided a l o n g  time ago tha t .  w e  would keep t h e  

progrdm p u b l i c  from t h e  p o i n t  of view of from launch t.o 

t h e  l and ing .  

: Because it is  America's 

space  program? 

MR. BEGGS: Well, so they  can have a p a r t  of 

it. So t h a t  t h e y  can  be a part .  of it and en joy  it. 

But more i m p o r t a n t l y ,  t h e y  are s t o c k h o l d e r s  and 

p r e s k a b l y  t h e  m o s t .  import.ant. t h i n g ,  OK one of t h e  most 

impor tan t  t h i n g s  i s  t o  en joy  economic a c t i v i t y  and 

economic f a l l o u t  of t h e  program, which i n  many a r e a s  w e  

. 

have succeeded i n  s t i m u l a t i n g  economic a c t i v i t y ,  

g e n e r a t i n g  new i n d u s t r i e s ,  which i n  t u r n  creates 

employment., creates w e a l t h  which c o n t r i b u t e  t o  t h e  

NEAL R. GROSS 
COURT REPORTERS AND TRANSCRIBERS 

1330 VERMONT AVENUE, NW 
202) 234-4433 WASHINGTON, D.C. 20005 
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economic wel lbe ing  of America. 

: D o  you t h i n k  t h e  p u b l i c  

realizes t h a t  t h e y  are t h e  stockholders of NASA? 

MR. BEGGS: Sure.  

: That. t hey  are as  i n  

many corporat . ions,  t h e r e  are some d i s s i d e n t  st.ockholders. 

D o  you feel t h a t  t h e r e  i s  a n a t i o n a l  concensus behind 
. 

NASA? 

MR. BEGGS; ( Inaud ib le )  

: Why do you t h i n k  t h e y  

are d i s s i d e n t ?  

MR. BEGGS: ( Inaud ib le )  They a l l  t h i n k  w e  are 

spending -- w e l l ,  there are t w o  classes of d i s s i d e n t  

s t o c k h o l d e r s ,  one who believe w e  should  spend t h e  money, 

as t h e y  say, h e r e  on Eart .h,  which, of cour se ,  i s  a 

misconception because a l l  t h e  money does get. s p e n t  h e r e  

on E a r t h ,  But t h e y  t h i n k  tha t .  t h e  money ought t o  be 

d iver ted  t o  t h e  impera t ive  social  i s s u e s .  

The p l a i n  f ac t s  are tha t .  w e  o n l y  spend eight.- 
W 

t e n t h s  of one p e r c e n t  of t h e  federal  budget ,  whereas t h e  

imperat-ive social i s s u e s  are g e t t i n g  52  pe rcen t  of t.he 

budget.  And I would suggest. t h a t  t .hat  r a t i o  may have 

gone too fa r .  

The o t h e r  group, r e p r e s e n t e d  by B i l l  P r o m i r e ,  

t .hinks w e  ought  t o  spend t h e  money more d i r e c t l y  

NEAL R. GROSS 
COURT REPORTERS AND TRANSCRIBERS 

1330 VERMONT AVENUE, NW 
(202) 234-4433 WASHINGTON, D.C. 20005 
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s t i m u l a t i n g  economic a c t i v i t y  and it should be more 

closely related t o  cost-benefit ra t ios .  ( Inaud ib le )  

l o t s  of economists  ( Inaud ib le )  t o  run  a r e s e a r c h  

program, and w e  d o n ' t  a g r e e  w i t h  that .  because w e  don't ,  

believe t h a t  you can assess a c c u r a t e l y  t h e  b e n e f i t  

f r o m  a r e s e a r c h  program when you i n i t i a t e  it. When you 

i n i t i a t e  it, research pays off very  b i g ,  b u t  you never  

know where it. i s  going t o  pay o f f ,  o r  when. 

W e  i n v e s t  i n  t r u e  research, t r u e  long range 

r e s e a r c h ,  which g e n e r a l l y  speaking w i l l  pay o f f  i n  1 0  

t o  20  y e a r s ,  a long  t i m e ,  and i s  ve ry  d i f f i c u l t .  t o  

-- 

assess which pieces of it w i l l  pay o f f  a t  what. t i m e  

period. But t h e  investment. i s  no less. important  

because what it s t imula t .es  i s  economic a c t i v i t y  for  t h e  

f u t u r e .  

And i f  you don't ,  have i t ,  i f  you d o n ' t  do t h a t  

( Inaud ib le )  when current .  i n d u s t r i e s  mature,  w e  don' t 

compete because w e  see a lot. of ma t .u re . indus t r i e s  i n  

t h e  United S ta t . e s  now. 

unique management. c h a l l e n g e s  0: 

Talk about. some of t h e  

NASA. What do you see 

as some of t h e  unique c h a l l e n g e s  i n  managing t h e  

o r g a n i z a t i o n  l i k e  NASA? 

MR. BEGGS: W e l l ,  it. i s  managing almost. 

t o t a l l y  what. Harman Cohn l o v e s  t o  d e s c r i b e  as  knowledge, 

NEAL R. GROSS 
COURT REPORTERS AND TRANSCRIBERS 

1330 VERMONT AVENUE, NW 
t02) 234-4433 WASHINGTON, D.C. 20005 
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as  t h e  knowledge workers, because t h e y  are highly 

educated i n d i v i d u a l s  who are c o n c e n t r a t i n g  on doing 

work i n  creative f i e l d s  which a re  n o t . c a p a b l e  of be ing  

measured i n  i n d u s t r i a l  terms, i n  terms of  what t h e  

normal o r g a n i z a t i o n  is ,  and you cannot. measure 

- --- 

p r o d u c t i v i t y  or p roduc t ive  a c t . i v i t i e s  i n  t.he same way 

t h a t  you can  i n  a n  indus t . r i a1  o r g a n i z a t i o n  w h e r e  you 

have a product  t h a t  you can see t h e  impact on t h e  

marketplace.  

So, it i s  a cha l l enge  t.o e n s u r e  t h a t  t h o s e  

people  are p r o p e r l y  motivated and are p r o p e r l y  measured, 

i n  t u r n ,  so t h a t  t h e y  do, indeed,  concent.rate on t h o s e  

t h i n g s  t h a t  are  impor tan t  and n o t  -- spend as l i t t l e  

t i m e  as  you can on doing  t h i n g s  which a re  r e a l l y  what 

t h e , i n d u s t r y  l i k e s  t o  c a l l  hobby shop work, which may be 

of i n t e r e s t .  t o  some i n d i v i d u a l  but. r e a l l y  d o n ' t  con tx ibu t  

. t o  t h e  overal l  advance i n  t h e  s c i e n c e s  or  t h e  

t e c h n o l o g i e s  o r  t h e  s t a t e  of t h e  a r t .  

: Is p a r t  of t h a t  . 
cha l l enge  g e t t i n g  t h e s e  e n g i n e e r s  and s c i e n t i s t s  --- 

MR. BEGGS: Where do you g e t  t h e s e  q u e s t i o n s ?  

: I made them up. 

MR. BEGGS: All r i g h t .  ( Inaud ib le )  

: A f t e r  r ead ing  t h i s  s t u f f .  

Is p,art of t h a t  cha l l enge  g e t t i n g  t h e s e  s c i e n t i s t s  and 

NEAL R. GROSS 
COURT REPORTERS AND TRANSCRIBERS 

1330 VERMONT AVENUE, NW 

202) 134.4433 WASHINGTON, D.C. 20005 



1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 

20 

1 21. 

22 

23 

24 

25 

7 

creative people  t o  become managers where they  ordinari ly  

might n o t ?  

MR. BEGGS: No. You d o n ' t  want them t o  be 

managers, most of them. That. i s  one of t h e  o t h e r  

c h a l l e n g e s ,  t o  keep t h e  guys,  keep t h e  i n d i v i d u a l s ,  t h e  

people  who are t h e  m o s t  creative doing t e c h n i c a l  work 

and n o t  managing. 

few i n d i v i d u a l s  who are more appropriat .e ly  p laced  i n  

management, who have t-he c a p a b i l i t y  of managing creative 

people.  But t h e  m a j o r i t y  of our people  w e  would l i k e  to 

see, i n  t h e  main, i n  c r e a t i v e  t e c h n i c a l  work: throughout.. 

t h e i r  career. 

.- 
And you have to t .ry t o  c u l l  o u t  t h e  

: W e l l ,  t h e n  do you have 

t o  look for a s p e c i a l  t y p e  of manager, one who can deal 

w i t h  t h e  s c i e n t i f i c  and eng inee r ing  and c r e a t i v i t y ?  

S p e c i a l ,  t h a t  is, from i n d u s t r y ?  

MR. BEGGS: N o .  I t h i n k  you -- w e l l ,  yes and 

no. I t h i n k  you are still looking for a manager who 

can do t h e  classical  t h i n g s  that .  managers do, which is  

p lanning ,  o r g a n i z a t i o n  and cont.xo1, motivation, and 

day by day a t t e n t i o n  t o  t h e  d e t a i l s  of t h e  bus iness .  We 

are running  a b u s i n e s s  i n  a real  sense .  

So, t h e y  have t o  be macagers i n  t h e  classical 

sense .  

: D o  you t h i n k  NASA could  

NEAL R. GROSS 
COURT REPORTERS AND TRANSCRIBERS 

1330 VERMONT AVENUE, NW 
202) 234-4433 WASHINGTON, D.C. 20005 
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be more e f f e c t i v e  --- 
MR. BEGGS: W a i t .  a minute.  I thought  I had -- 

I wrote an  a r t ic le  l i k e  t h i s  one ( Inaudib le)  

: O h .  Maybe Dorothy has  

it.. 

MR. BEGGS: But anyway, I w i l l  see what. I can  

f i n d .  

: But do you t h i n k  --- 
MR. BEGGS: B a s i c a l l y ,  a manager h a s  t.o do t h e  

-- - 
t h i n g s  t h a t  belong, t h a t  are key t.o making management 

work, and they  are w h a t  I have described, p ianning ,  

o rgan iz ing ,  d i r e c t i n g  and mot iva t ing ,  c o n t r o l .  

: D o  you t h i n k  NASA --- 
MR. BEGGS: But ,  i n  order t o  be a good manager 

of a knowledge o r g a n i z a t i o n ,  g e n e r a l l y  speaking t h e y  

should have had expe r i ence  i n  tha t .  a c t . i v i t y  themselves.  

They should unders tand  what. m o t i v a t e s  ( Inaud ib le )  . 

e f f e c t i v e ,  creative ( Inaud ib le )  . 
: And do you a t t r ibute  

N A S A ' s  success t o  t h e  f a c t  tha t .  w e  have a good core of 

t h a t  t y p e  o f  management? 

MR. BEGGS: Y e s .  I att .r ibut.e t h e  success  t o  

k ind  of a p o l i c y  t h a t  was i n i t i a t . e d  ve ry  e a r l y  and t h a t  

i s  having a good mix i n  NASA of bo th  o u t s i d e  and i n s i d e  

people ,  as w e l l  a s  a good mix of i n s i d e  work and c o n t r a c t (  

NEAL R. GROSS 
COURT REPORTERS AND TRANSCRIBERS 
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202) 234-4433 WASHINGTON, D.C. 20005 



1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

, 15 

. 16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

- 

9 

w o r k ,  which l e n d s  a degree of compet i t ion  t o  what we do. 

I f  it w e r e  e n t i r e l y  -- I t h i n k  one of the  m a j o r  

reasons why NASA h a s  been s u c c e s s f u l  throughout t h e  

l a s t  25 y e a r s  i s  t .hat  w e  do  t h e  majorit 'y of o u r  work 

o u t s i d e  t h e  agency, so t h a t  we d o n ' t  -- w e  have never  

become ingrown. I t h i n k '  t h a t  t e n d s  t-o be a hallmark of 

s o m e  of  t h e  a g e n c i e s  of t h e  government. ( Inaud ib le )  and 

t h e y  t e n d  t o  do l i t . t le  c o n t r a c t  work and they  have l i t t l e  

a s s o c i a t i o n  without. t h e  o u t s i d e  world, other than  t o  

> p r o f e s s i o n a l  c o n t a c t s .  . _  

And as  a consequence, t hey  d o n ' t  have t h e  same 

k ind  of compe t i t i ve  p r e s s u r e s .  

' The o t h e r  t h i n g  that .  I t h i n k  has  happened wi th  

t h e  agency is  t h a t  o v e r  a p e r i o d  o f  t i m e  w e  have brought  

people i n  f r o m  t h e  o u t s i d e  w h o  have s p e n t  a s h o r t  per iod  

of t i m e  and t h e n  gone back o u t .  

new though t s ,  new management t echn iques  t o  t h e  agency 

which, is e x t r a o r d i n a r i l y  impor tan t  i n  keeping t h e  agency 

They b r i n g  new ideas, 

young and v i t a l .  

You know, . fo r  t h e  budget. w e  spend, w e  have a 

r e l a t i v e l y  s m a l l  c i v i l  service popu la t ion ,  20 ,000 ,  

21,000 for  a $ 6  b i l l i o n  o r g a n i z a t i o n .  I f  t h i s  w e r e  an 

indus t . r i a1  o r g a n i z a t i o n  engaged i n  t h e  s a m e  k ind  of 

b u s i n e s s  t h a t  w e  are i n ,  t h e y  would probably have fou r  

or f i v e  t.imes tha t .  many. 

NEAL R. GROSS 
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But because we are the organiza t ion  that we 

are, we probably  have t h e  s a m e  -- t .hat  number employed, 

b u t  t h e y  are employed through out-s ide c o n t r a c t s ,  and that .  

is  very important..  

I. t h i n k  t h e  ot.her aspect.s of t h e  program, t h e  

f a c t  t .hat  w e  have always worked as  t.he cut.t.ing edge, 

means t h a t  you have a great .er  chance of at t . ract . ing t o p  

t a l e n t  f r o m  t h e  o u t s i d e .  It means t -ha t ,  i n  a d d i t i o n ,  

t h a t  you have a s t r o n g  m o t i v a t i o n  for young people  t o  

enter t h e  agency a t  t h e  e n t r y  l e v e l  and who put. i n  some 

-.-- 

of  t h e  most. p r o d u c t i v e  y e a r s  of t h e i r  c rea t . ive  l i f e  i n  

working on o u r  program, and t h a t  i s  important.. 

: D o  you t h i n k  NASA could  

Does better be managed i f  it had a board of d i r e c t o r s ?  

it need a board of  directors?  And i f  n o t ,  do you 

e n v i s i o n  one o p e r a t i n g  h e r e  anyway i n  a sort. of 

u n o f f i c i a l  c a p a c i t y ?  

MR. BEGGS:' W e  have g o t  a board of d i r e c t o r s .  

It i s  o u r  committees i n  t h e  Congress. The only  t r o u b l e  

is, i n  recent .  y e a r s  t h e  commit.tees i n  t h e  Congress have 

tried t o  i n v o l v e  themselves  too c l o s e l y  w i t h  ou r  

program, i n s t e a d  of  judging  u s  by ou r  r e s u l t s ,  which 

is  what t h e y  should  do,  a s  a big board does.  

It- is e n t i r e l y  a p p r o p r i a t e  f o r  t h e  board of 

directors and t h e  commit.tees of Congress t.o g e t  involved 
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i n  t h e  budgetary side. A good board w i l l  do t.hat, in 
examining t h e  budget. 

But a good 

and w h a t  have you. 

board does n o t  t.ry t o  get. i t s e l f  

involved  i n  t h e  day ..o day management O f  t,,e enterprise 

i n  t r y i n g  t o  decide how t o  run t h e  bus iness  i n  a 

s h i f t i n g  environment.. 

n o t  q u i t e  i n  t h e  s a m e  s ense  a s  running a b u s i n e s s  i n  a 

W e  are i n  a sh i f t . i ng  environment., 

marke tp lace ,  b u t  i n  t h e  s e n s e  t h a t  technology changes 

f r e q u e n t l y  and programs have t.o be a d j u s t e d  accord ingly .  
-- - 

: I f  you had your --- 
MR. BEGGS: The  Congress has  e x e r c i s e d  too much 

oversight r e s p o n s i b i l i t y  i n  c o n t r o l l i n g  o u r  reprogramming 

ac t iv i t ies  between programs t o  too g r e a t  a degree ,  and as  

a consequence t h e y  are n o t  a c t i n g  as  a b i g  board. They 

should be involved  i n  t h e  programming and i n  t h e  

budget ing ,  and t h e  i n i t i a t i o n  of t he  programs, j u s t  as 

any good board does. They should involve  t-hemselves i n  

t h e  s e l e c t i o n  of t h e  key people ,  t h e  e x e c u t i v e s ,  which 

they  t end  t o  do. 

But t h e y  should n o t  g e t  i n t o  t.he day t o  day 

management of t h e  agency, which t h e y  have tended t o  do 

too much. 

: Would .you care t o  give 

an example? 

MR. BEGGS : W e l l ,  t h e  reprogramming a c t . i v i t i e s ,  
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where they have tightened t h e  screw down each year a 

little m o r e  to t h e  point- w h e r e  i f  you want t o  program a 

m i l l i o n  dol lars  w i t h i n  a $6 b i l l i o n  budget,  w e  have t o  

go back t o  --- 

-- 

: I f  you had --- 
MR. BEGGS: Most. i n d u s t r i a l  managers, as  long 

as t h e y  s t a y  w i t h i n  t h e i r  budget ,  have almost complete 

f l e x i b i l i t y .  Even i n  t h e i r  cap i t - a1  budget ,  m o s t .  chairmen 

have a u t h o r i t y  of a m i l l i o n  do l l a r s  or  more t.o 

reprogram, even i n  smaller companies. But w e  are 

c o n s t r a i n e d  by t h e  r u l e s .  

I n  a d d i t i o n  t o  t h a t ,  t h e  committees t e n d  t o  

e x e r c i s e  c o n t r o l  as t o  numbers of people  wit.hin any 

p a r t i c u l a r  f u n c t i o n ,  and most. boards  wouldn ' t  do  t h a t .  

: You mean w i t h i n  t h e  

' agency  t h e y  t r y  t o  --- 
MR. BEGGS: Right .  They set caps  on t h e  number 

of people  w e  can  have i n  t h e  budgetary f u n c t i o n ,  or caps  

on t h e  number of people  w e  can  have here or someplace 

else-* And t h e y  s h o u l d n ' t  do that..  

. 

: I f  you w e r e  a CEO and 

NASA w a s  a c o r p o r a t i o n ,  and if you had your d r u t h e r s ,  

what: would you do w i t h  t h i s  board of d i r e c t o r s ,  t h e  

Congress? What would you do w i t h  them? 

MR. BEGGS: W e l l ,  I would a s k  them t o  do j u s t  
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what  I expressed .  

t h e  budget  and on t h e  area of i n i t i a t i n g  new programs, 

which are, i n  essence, what. a board does w i t h  i n d u s t r y ,  

e x e r c i s e s  r e spons ib i1 i t . y  f o r  examining very  c a r e f u l l y  

I would ask t h e m  t o  c o n c e n t r a t e  on 

p r o p o s a l s  t o  go i n t o  new bus inesses .  

When w e  have a new program, t h a t  is  t h e  

ana log  cf a b u s i n e s s  o r g a n i z a t i o n  looking  a t  a new area"'- 

of b u s i n e s s ,  so t h e y  should look at. t h a t .  

: I f  you w e r e  a --- 
MR. BEGGS: I would a sk  them t.o set o v e r a l l  

budgets  and o v e r a l l  d i r ec t ion ,  p o l i c y  d i r e c f i o n  w i t . h  

r e s p e c t  to where w e  w e r e  going,  and then  l e a v e  t h e  day 

t o  day management t o  t h e  agency. 

: What else would you do 

d i f f e r e n t l y  i f  you w e r e  a CEO of NASA and it w a s  a 

c o r p o r a t i o n ?  

MR. BEGGS: Change t h e  s a l a r y  s t r u c t u r e .  They 

almost -- t h e y  t r i e d  t o  do t h a t  and t h e n  t h e y  backed away 

f r o m  it. Put. more i n c e n t i v e s  i n  t h e  system and raise 

e n t r y '  level salaries.  
b 

: You t h i n k  t h e  p r e s e n t  

s a l a r y  s t r u c t u r e  d r i v e s  away good people? 

MR. BEGGS: Yes. It d e f i n i t e l y  has  t h e  -- it 
doesn ' t  d r ive  t h e m  away, it makes them very  s u s c e p t i b l e  ' 

t o  better o f f e r s  f r o m  t h e  out .s ide,  which means t h a t  your 
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better people  may t h e n  leave. 

B e s i d e s  which ,  you c a n ' t  t i g h t e n  down to t h e  

point of t a k i n g  away most of t.he PERK's t h a t  go with 

( Inaud ib le ) .  s e n i o r  job i n  indust.ry.  

presidents i n  b u s i n e s s  c o r p o r a t i o n s  f l y  f i r s t  c lass ,  have 

Most. v i c e  

an  expense account ,  are on an  i n c e n t i v e  bonus p l an ,  and 

many companies have a l o t  of o t h e r  t h i n g s  ( I n a u d i b l e ) ,  

o t h e r  t h i n g s  l i k e  ( I n a u d i b l e )  i n  s o m e  cases h e l p  on 

t h e i r  housing when t h e y  move. 
-- 

W e  d o n ' t  do any of those th ings .  I d o n ' t  know 

whether i n  t h e  government environment. you could  e v e r  do 

t .hings ( I n a u d i b l e ) .  The i n c e n t i v e  bonus system which 

t h e  government i s  t r y i n g  ( I n a u d i b l e )  l i b e r a l i z e d  or  a t  

least go back t o  t h e  o r i g i n a l  intent . ,  which w a s  t o  pay 

bonuses t.o a large segment of t h e  o r g a n i z a t i o n  ( I n a u d i b l e  

i f  t h e y  did a good job, i n s t e a d  o f  r e s t r i c t i n g  it t o  a 

l i m i t e d  number. . .  
% -  

I n  a d d i t i o n  t o  t h a t ,  I t.hink . t h a t  t h e  vice 

p r e s i d e n t i a l  l eve l  i n  t h i s  agency should 

PERK'S. 

: By t h e  v 

have a f e w  

ce p r e s i d e n t i a l  

level:, you mean an  ass0ciat.e a d m i n i s t r a t o r ?  

MR. BEGGS: Associate a d m i n i s t r a t o r s ,  c e n t e r  . 
directors. They should be pe rmi t t ed  t o  leave and t o  f l y  

f irst  class. And I t h i n k  t h e  system t h a t  w e  have on 
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p e r m i t t i n g  a l i t t l e  r e c i p r o c a l  enter ta inment .  should be 

r e v i s e d ,  provided w i t h  a l i t t l e  h i t  more money for t h a t .  

: Given a l l  t ha t .  you have 
t 

said about t h e  l a c k  of -- about t h e  way NASA f u n c t i o n s  

as a government agency, would ;70u t h i n k  kha t  NASA would 

be better off and a t t ract .  bett.er people  and keep them i f  

it w e r e  a q u a s i  p u b l i c - p r i v a t e  agency? 

MR. BEGGS: I d o n ' t  t h i n k  so. 

t o  be what it is. ( I n a u d i b l e )  I t h i n k  t 

I t h i n k  it. ought. 

ere could  be a 

l i t t l e  less p u r e  t h a n  ( I n a u d i b l e ) .  

Our whole so-called rep resen ta t io f i  a l lowance  

is $25,000 a yea r .  That  $25 ,000  a year  i s  probably no t  

a -- probably  wouldn ' t  cover  t h e  -- w e l l ,  t h i s  w i l l  g e t  

m e  i n t o  t r o u b l e .  I d o n ' t  know whet.her I ought  to say  

' i t .  But i f  t h a t  w e r e  off t h e  r e c o r d ,  i t  probably  

wouldn ' t  cover  m o r e  t han  o n e  v i c e  p r e s i d e n t ' s  

e n t e r t a i n m e n t  a l lowance ( I n a u d i b l e )  more t.han t h e  CEO's 

( Inaud ib le )  . 
You see, t h a t  w i l l  be mis in t .e rpre ted .  The , . 

p o i n t  i s  t h a t  we  are running a b u s i u e s s  i n  a real  sense  

because w e  are doing  t h i n g s ,  w e  a r e  s e l l i n g  space on t h e  

S h u t t l e ,  w e  are do ing  b u s i n e s s  w i t h  a broad sector of 

t h e  i n d u s t r y .  W e  are doing  b u s i n e s s  w i t h  almost. h a l f  

t h e  c o u n t r i e s  of t h e  world which have much m o r e  l i b e r a l  

p o l i c i e s  t h a n  w e .  
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If you go to Europe, we are generally -- 
anyone w h o  goes over there is g e n e r a l l y  en ter t . a ined  i n  

-- - 
a first class r e s t a u r a n t .  Because ( I n a u d i b l e ) ,  w e  c a n ' t  

( Inaud ib le )  .. 

I can. You see, t h a t  i s  why t h i s  w i l l  be 

m i s i n t e r p r e t e d .  W e  have t h e  $25,000 t h a t  w i l l  cover my 

e n t e r t a i n i n g  ( I n a u d i b l e ) .  I s a y  e n t e r t a i n i n g ,  t a k i n g  

them t o  d inne r .  And it w i l l  permi t  u s  t o  g ive  t.heni a 

c o c k t a i l  be 'fore d i n n e r ,  b u t  n o t  much m o r e  than  that. .  

: D o e s  t h i s  l a c k  of t h e  

r e p r e s e n t a t i o n a l  a l lowance or s m a l l  one h i n d e r  NASA's 

work? D o  you t h i n k  it. c o u l d  work bett.er i f  w e  had 

MR. BEGGS: N o .  Your q u e s t i o n ,  your 

deve loper  would be bet.t.er off doing  something else , and 

so i n  t h a t  respect. w e  would. But. ot .her t han  that . ,  I 

d o n ' t  t h i n k  it h i n d e r s  do ing  t h e  work. 

I I t h i n k  w i t h  r e s p e c t  t o  competing wit.h t h e  

Frdnch on area, and w i t h  t h e  Japanese  e v e n t u a l l y ,  t.hey 

have a much easier system which p e r m i t s  them t o  do a 

lot more of t h e  k i n d  of t h i n g  tha t .  you want t o  do when 

you are c o u r t i n g  cust.omer s . 
: One f i n a l  question --- 

MR. BEGGS: You have got t o  be c a r e f u l  w i t h  

t h a t  area, because everybody up on t.he H i l l  t h i n k s  w e  
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g e t  too much money anyway. 

make t h a t  p o i n t ?  

MR. BE 

Would you rather not. 
-_ -. 

S: 1.3. I t A n k  t h a t  t h e  p o i n t  ought  

t o  be made, b u t  make it very  c a r e f u l l y .  

: Okay. My f i n a l  q u e s t i o n  

is: What can  c o r p o r a t e  boards l e a r n  from t h e  way NASA 

i s  managed? 

MR. BEGGS: W e l l ,  I t h i n k  tha t .  c o r p o r a t e  boards 

and c o r p o r a t e  management i n  g e n e r a l  could  l e a r n  a lot. 

about  t h e  a p p r o p r i a t e  way t o  manage r e s e a r c h  and 

development a c t i v i t i e s ,  p a r t i c u l a r l y  ( I n a u d i b l e ) .  I 

t h i n k  t h i s  agency knows t o  t h e  deg ree  probably no o t h e r  

o g a n i z a t i o n  i n  t h e  world how t o  run  a h igh  technology 

program and t o  b r i n g  it through reasonably  on budget and 

close t o  schedule .  

The management of h igh  technology,  I t h i n k ,  and 

t h e r e . a r e  some i n d u s t r i e s  around t h e  s ta tes  t h a t  do tha t .  

ve ry  w e l l ,  but. i n  g e n e r a l  I t h i n k  t h e  management of 

advanced technology is n o t  very  w e l l  understood i n  

i n d u s t r y  or i n  o u r  s o c i e t y .  

. 

I t h i n k  t h e  way i n  which NASA has  worked w i t h  

a very  impor tan t  i n d u s t r y ,  namely aerospace ,  over t h e  

long  p e r i o d  of t i m e ,  t h e  a p p r o p r i a t e  government-indust.ry 

r e l a t i o n s h i p  i s  something tha t .  t h e y  should understand.  I 

NEAL R. GROSS 
COURT REPORTERS AND TRANSCRIBERS 

1330 VERMONT AVENUE, NW 
(202) 2344433 . WASHINGTON, D.C. 20005 

1 I 1 1  I 



18 18 

1 don't  think that. i s  very well underst.ood in t .h i s  country. don't  think that. i s  very well underst.ood in t .h i s  country. I1 
2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

3 15 

' 16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

And t h e y  could l e a r n  a lot from t h e  way NASA has  
- --_ __ 

coopera t ed  w i t h  t h e  majors i n  the United States over  a 

l ong  period. of y e a r s  i n  deve loping  technology c a p a c i t y  

and have technology acc rue  t.o t h e  i n d u s t r y  and permitt . ing 

t h e  i n d u s t r y  t o  c o m e  i n  and w o r k  w i t h  it on a ve ry  close 

working r e l a t i o n s h i p .  

: What is  t.he major 

misconcept ion? 

MR. BEGGS: W e l l ,  I t h i n k  t.he major misconcep- 

t i o n  i n  a l o t  of b u s i n e s s e s  i s  tha t .  t h e r e  i s  no role of 

t h e  government i n  t h i s  area, and I t h i n k  t h a t  is  

dangerous t h a t  you ought. t o  l e a v e  it. a l l  t o  bus iness .  

The p o i n t  be ing  t .ha t ,  you know, i n  an era of 

h igh  i n t e r e s t  rates, even i n  a n  e r a  of l o w  i n t e r e s t  

rates, t h e  p r o b a b i l i t y  t h a t  a b u s i n e s s  w i l l  do r e s e a r c h  

and technology t .hat  d o n ' t  pay off f o r  10 or 20 y e a r s  i s  

v e r y ,  v e r y  s l i m ,  b u t  t h e y  are s t i l l  ve ry  important .  

So, it is  import-ant t o  have a government role. 

X t h i n k  t.he a b i l i t y  t o  t r a n s l a t e  that .  t.echnology i n t o  

u s e f u l  p roduc t  i s  something t h a t  w e  need t o  l e a r n  a lot. 

better. 

: By w e ,  you mean who? 

MR. BEGGS: The United S t a t e s .  And we have 

found i n  t h e  las t  decade o r  two tha t .  t h e  Japanese do it 
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better than we do... 

(END OF TAPE. ) 
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